Introduction
The challenge of 21st century American military leadership will be about understanding and shaping the future for America. Working for, and with, our
Constitutionally designated civilian leaders, we must prepare ourselves well to serve as the "armed force" element of United States policy at home and abroad. This aspect of our mission, to support and defend the Constitution, will remain unchanged. There will be aspects of our leadership challenge that are as timeless as our Constitutional mandate and are related to human nature and its interaction with moral leaders. There will be other aspects that will be driven by the accelerating change of technology and information flow and their effects on our American society and the nations of the world. The leadership challenge of the 21st century will be for a leader to be anchored in the timeless virtue of the past while charting a strategic vision for the future that exploits for America the possibilities of the "information age." In Doctor James Toner's opinion, "Leaders must be able to respond to the chief challenge of leadership: being technically, tactically, and ethically proficient." 1 The essence of effective 21st century leadership, its most important aspect, is a cornerstone of robust ethical standards. This ethical cornerstone rests on a foundation of timeless imperatives. Three of the most important leadership imperatives are integrity, loyalty, and a dedication to teamwork. The building blocks of effective 21st century leadership will be formed by shaping military technology and tactics that fully exploit the explosion of information in the "information age." For leaders to attain, and remain in, a position of senior leadership, they must understand, be fluent in, and be capable of articulating a strategic vision in an environment of logarithmic information expansion.
Bill Gates, founder of the computer software corporation Microsoft, describes in his book
The Road Ahead, a revolution "involving unprecedentedly inexpensive communication." 2 A most important challenge for 21st century leaders will be to extract from the increasingly voluminous data flowing between worldwide nodes a synthesized knowledge core applicable to the people, missions, and technologies required for the effective defense of America. Therefore, information management and strategic vision skills will also be important leadership imperatives for the 21st century. Further, effective leadership will become much more "interdependent," 3 vice independent. Leadership will be a more collaborative effort, even within the military hierarchy. A blueprint of an insightful strategic vision tying these 21st century leadership imperatives together in a collaborative environment will be paramount. The military leadership that America will require of us in the 21st century will be both timeless and future oriented. Our challenge is to reinforce our timeless ethical foundation in bedrock while building tomorrow's defense structure from the evolving technologies in our future.
The first half of this paper is intended for all Air Force officers. It will lay out the author's vision of the ethical foundation or bedrock required for effective leadership in the 21st century. In outlining the challenge of 21st century leadership we will begin with self development; military leaders have an inherent responsibility to develop the leadership imperatives that their craft requires. Next, the basis of this self-development will be emphasized through its most important aspect-a well-hewn ethical cornerstone.
The foundational values upon which this cornerstone rests will be discussed next, stressing integrity, loyalty, and teamwork. Then, the relevant 21st century building blocks of information management, and strategic vision skills will be outlined. Having developed a 21st century leadership perspective whose foundation is based on timeless virtues combined with future technologies developed in a more collaborative environment, I will move to the topic of ethical imperatives.
The second portion of this paper deals with ethical imperatives and is written specifically for squadron, group, and wing operational flying commanders. The author's goal was to outline and codify my own beliefs as I prepare to return to flying as an recognizes that any person subjected to severe enough circumstances can be forced to do things that are against his will and his duty. The point made by a number of our returning heroes was the importance of being able to "bounce-back" after a failure of will. Shame can be a beneficial sentiment if it motivates change in ethical behavior; it can destroy an individual if he cannot "bounce back" from the disappointment in himself. It is important, therefore, that we recognize that in pursuing a life of virtue, we will fail and the most important point lies in recaging our ethical gyros and continuing our leadership flight. How do we best fulfill our responsibility for self development? The starting point must be a daily commitment to act ethically, in our work as well as our private lives. Not all can be great, but we can all be good. Goodness comes from daily execution, and yes, the little things do matter. Secondly, we must commit ourselves to a life of study of exemplary leaders to attempt to identify and emulate important foundational values such as integrity, loyalty, and dedication to teamwork. Additionally, our study must be focused on important building blocks of tomorrow to include information management skills associated with the developing information super-highway, as well as continuing to develop a strategic vision for those we lead. Finally, we must seek as broad a base of leadership experiences as our capabilities will allow. The challenges of 21st century leadership will be many. A variety of operations, staff, joint and combined, and academic assignments will provide a broad and appropriate knowledge base for the leaders of tomorrow.
The Cornerstone
The most important 21st century leadership "functional imperative" is a solid ethical 
Foundational Values
Over the years I have adopted three foundational values upon which my ethical Integrity is the essence of leadership. With respect to people, this value says to all that I am who I say I am and can be counted on to do what I say I'll do. With respect to the mission, it says we are ready and able to meet the nation's requirements-and if we're not, we'll report our lack of readiness accurately in the "C" (combat ready) status.
Loyalty, on the other hand, is the mortar that holds the organizational foundation together. Loyalty to your superiors, peers, and subordinates translates into overall loyalty to the mission. I have experienced a few times in my career a superior that was not loyal to the mission, to the people, or to me. These have clearly been my greatest leadership challenges. In retrospect, they may have been the times of my greatest personal and professional growth. I learned and have internalized two important precepts when faced with a boss with no loyalty: the first is "whatever doesn't kill me, just makes me tougher" and the second is "everyone can serve as an example, even if it is a bad one." I have found that during these times, the expression of my loyalty to the mission gave me the opportunity to lead where a void had been created and to be successful in the process.
Finally, the value of teamwork has been evident throughout my career. My most important contributions, both as a leader and as a follower, have been made when consensus was reached and a team-focused effort was made. While there are countless other important leadership building blocks, these three are certainly among the most important.
The Future Building Blocks
The 21st century is already being described as the information age. Inexpensive, worldwide communication of an exploding information base is rapidly becoming a reality. To say that this will alter national and international relations is an under statement; the real question is how it will affect these relationships. For example, the utility of putting high schools on-line so that all students have equal access to quality education could reverse decades of "sociological problems that society has yet to solve in the physical world."
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This concept has obvious application to worldwide military training. Whether facilitating technical training updates for jet engine mechanics or software training for office personnel, real time access to the most current data available will be universal. The savings in terms of TDY and travel costs should be significant and productivity increases should also bolster personnel effectiveness. The real challenge for 21st century leaders will be, after having provided all Air Force members access to the superhighway, to determine how we will focus their "just in time" learning to best support Air Force mission requirements. I would propose each career field integrate an information superhighway expert team into its ranks to keep leadership plugged-in to worldwide resources. The most important aspect of the utility of the "information age"
will be in focusing a better-educated military force. The ability of leadership to provide strategic vision will, therefore, take on increasing importance in the 21st century. Burt
Nanus effectively captures the power of vision:
There is no more powerful engine driving an organization toward excellence and long-range success than an attractive, worthwhile, and achievable vision of the future, widely shared.
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One of the most important contributions of the Air Force quality movement has been to construct a strategic vision: "Air Force people building the world's most respected air and space force…global power and reach for America." 8 It is important that leadership embrace this vision. It can serve as a powerful roadmap to the future in shaping our 21st century airpower for America's defense. We must clearly articulate our vision, for "where there is no vision, the people perish." 9 Building on this Air Force vision and making it reality is the best means of protecting America in the 21st century.
Thus far, we have exposed the bedrock which is required for effective 21st century leadership, beginning with a set of robust ethical standards both for the individual officer and the institution. 5 A popular, well known phrase in the Air Force personnel community used to refer to those service members who wish to be released from a particular assignment because they believe it is not optimal for their career development. The concept of service before self or mission requirements driving a assignment is often met with "why can't you send somebody else?" 6 Gates, 258. 
Chapter 3
The Air Commander's Ethical Imperatives
Overview
The two key ethical imperatives that are crucial to effective airpower application in the 21st century are air discipline and realistic training. These imperatives are crucial in preparing air warriors for battle. The air commander's first priority must be to "keep the tip of the spear razor sharp." The air commander is ethically bound to continually prepare his forces for maximum readiness. In doing this, he will gain the trust of the nation and the respect of both allies and potential enemies. By continually focusing on mission requirements and integrating these ethical imperatives, he will best fulfill his Constitutional mandate. The air commander must insure that his forces can do what they say they can do; he must insure they can do what they are tasked to do. He must insure the Air Force mission "to defend the United States through control and exploitation of air and space" is accomplished.
Why We Exist?
The commander's ethical burden to "keep the tip of the spear razor sharp" is at the core of what military service is all about. James Toner states, "military ethics is a burden precisely because the profession of arms is centrally concerned with killing but also must be a paragon of virtue, able always to distinguish the honorable from the shameful." 1 The profession of arms is a serious business with ethics at its very core. In a speech on integrity to Air Force Academy cadets, Chief of Staff of the Air Force Gen Ronald R.
Fogleman defined the standards for military professionals:
As a practical matter, why is it so important that Air Force officers-Air Force leaders-demonstrate integrity. In short, it's because of the nature of the business we're engaged in. We belong to a very special professionthe profession of arms. The U.S. Air Force exists for one reason, and one reason alone. That is to fight and win America's wars when called on to do so. That's the only reason we exist as an institution. 2 We are air warriors. We are ethically bound to never forget that and to continually prepare to defend the nation through the violent application of airpower.
The Ethical Imperative of Air Discipline
Why is air discipline so important to the air commander in "keeping the tip of the spear razor sharp?" The reason is that air discipline is so important to the air commander and resources. We can not accept testimony that says, "I did not know" 7 when one is a commander of a flying organization. A commander must not only make himself aware of the regulations and flight-manual procedures that are applicable, but he must also have an intimate knowledge of the people that operate those airplanes. The commander must be prepared to take swift and certain action whenever those aircraft are not flown safely and with the discipline that air operations require.
A later incident highlighted in the Air War College article occurred in March 1994 just a few months before the accident where the accident pilot flew a bombing range mission closer than 500 feet to the ground which is in violation of regulations. In fact, the lowest crossing was less than 30 feet from a ridge and a crewmember had testified that "if he had not intervened and demanded a climb and then assisted with the controls, the aircraft would have hit the ridge." 8 The aircraft also flew low crossovers over people, which is prohibited and the pilot also did an unauthorized formation with an A-10 aircraft that was not planned or pre-briefed. This is also contrary to flying regulations. Just a few months prior to the mishap, a series of major violations occurred. Despite these lapses of air discipline, no serious action was taken. After this last incident the Squadron Commander, later killed in the accident, asked the Group Commander to restrict the accident pilot from further flying. The Ops Group Commander verbally reprimanded the accident pilot, calling the actions at the bombing range "a breach of air discipline." 9 Clearly at this point he knew that the pilot in question had a history of not flying safely and prudently. However, when the accident pilot assured the Ops Group Commander that there would be no violations in the future, the Ops Group Commander did not take formal action, did not document the incident, and nothing was entered into the pilot's record.
Later, a flight surgeon came forward to the Chief of Safety and informed him that a patient he had seen did not want to fly with the accident pilot because he "was overly aggressive in flying." 10 Again, wing leadership was aware of this and no action was taken. When the accident profile was briefed to the wing leadership in April and May, it was rejected as being too aggressive and some modifications were made to it. However, when the Ops Group Commander flew this corrected profile, he reported back to the Wing Commander that "the profile looked good to him; looks very safe, well within parameters." 11 What would happen later in June 1994, the crash of the B-52, is a direct result of a lack of air discipline, not only by the pilot in question, but within the flying organization. As we have said this is directly attributable to wing, group, and squadron leadership of course.
The accident investigation board discovered a pattern of repeated flight discipline violations by the accident pilot. Yet in every case, the wing senior leadership either did not recognize the seriousness of the violation and did nothing or chose to deal with it in an unofficial manner. The investigation revealed much about "a climate" in the wing where junior officers participated in, witnessed, or later learned of flight discipline violations and did nothing.
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In this case, it is clear that there was a pattern of repeated violations that shows leadership was not involved in enforcing air discipline. A climate of air discipline did not exist at Fairchild AFB in June 1994.
The second example I'd like to use in highlighting the importance of air discipline is a result of a T-37 accident which occurred in 1993. A T-37 from Barksdale AFB was cross-country with two co-pilots flying under the Accelerated Co-Pilot Enrichment (ACE)
program. This ACE program had been flying for nearly 20 years without a Class A mishap related to a breach of air discipline. The accident in question occurred when the two co-pilots attempted to do an aerobatic demonstration low level for one of the families of the co-pilots. They flew at tree top level during this demonstration while one of the pilot's families was gathered to watch this demonstration. This demonstration was in violation of regulations, and yet it apparently was very carefully planned to be witnessed by one of the pilots' families. Flying at low levels, the T-37 impacted a tree, spun out of control and struck the ground, resulting in the death of both pilots. The failure of commanders in setting the climate and in aircrew members in adhering to established standards of air discipline should be apparent. The tragedy is not limited to the loss of a T-37 and the loss of life. A mother had the opportunity to watch her son die because he flew an airplane outside of safety parameters. A serious breach of air discipline had significant and continuing affects on combat capability, resources and families.
Why is air discipline so important for air commanders in keeping the "tip of the spear razor sharp?" Air discipline is key in setting the climate, where aggressive, but safe, prudent training is conducted. It is an environment where warriors are prepared for air battle but do not take unnecessary or unwarranted risk. Flying is not without risk, but ethically motivated leadership can minimize and focus that risk into producing combat power, which fulfills the mission.
Aviation in itself is not inherently dangerous. But to an even greater degree than the sea, it is terribly unforgiving of any carelessness, incapacity or neglect.
-Author unknown
The Ethical Imperative of Realistic Training
If the imperative of air discipline sets the climate for developing air warriors, then the next most important aspect in producing trained warriors is the imperative of realistic training. The effect of a well-trained, well-armed, tactically-sound force, was evident in the Gulf War. Secretary Les Aspin was quoted as saying that, "air power was the most significant factor in winning the Gulf War." 13 We had trained in a realistic scenario and we demonstrated that capability very effectively during the Gulf War. While the effect of our air power in the Gulf War is impressive, in a post war draw-down atmosphere of austere budget restrictions, the question will undoubtedly be raised "Are we doing too much realistic training-can we scale it back to save some money?" I think the answer to that most difficult question goes back to the heart of what a military force-what the United States Air Force-must be prepared to do. As stated so succinctly before, General Fogleman's standard of why we exist-"to fight and win wars," provides the initial answer to that question. Looking further into that question, however, General Sir John Hackett used the term "unlimited liability" 15 to describe the requirements of the military profession. That unlimited liability is simply that you are called to lay down your life for your country, for your family, for your fellow Americans and that no other profession entails such a commitment. This unlimited liability clause is a burden to the air commander. Not only must he risk his own life but his sole purpose, through realistic training, is to prepare his troops to ensure they are in a constant state of readiness, so that if they are deployed they will not be wasted due to their lack of preparation. Through realistic training commanders can assure themselves that their troops are combat ready and that through this we can "sustain the trust of the American people who count on us to take care of the nations most treasured resource-its sons and daughters." 16 The question of whether we can afford such realistic training, considering the cost in terms of the loss of our sons and daughters, and the possible loss of a conflict and national objectives of the United States, is answered by realizing that we cannot afford not to. Budget limitations may cause us to scale back military forces but must not drive the adequacy of our training or the capability of our forces to meet their missions. We must continue to reform ourselves into a smaller but ever more potent Air Force for America. Air commanders have a continuing ethical responsibility to ensure realistic training plays the important role that it did prior to Operation Desert Storm.
If air commanders remain true to their ethical mandates and continue to provide realistic training to ensure combat capability, how must this be focused? Clearly it must be based on as realistic a threat scenario as we can imagine. "To be effective, realistic combat training must be a dynamic process incorporating the constant changes of the international arena with the national interest and evolving threat environments." 17 This requires a great deal of judgment and a constant review of intelligence sources.
Commanders must also continue to push the limit on air power capabilities and doctrine.
Through realistic combat training they can ensure that their troops can gain "expertise, knowledge, and fog of war experience in a non-hostile environment so that they may effectively employ combat forces in future operations."
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In making the case for realistic training and its positive affect on force readiness, and in an effort to convince those who would say budget cuts force further degradation in training levels, I think that it is important to review how we got where we are. Key events during the Vietnam War drove the military services to design the more realistic training institutions such as Red Flag, the National Training Center (NTC), and the Navy's Top Gun flight school. The Air Force's air-to-air combat experience in Vietnam was a large disappointment. In essence, it was a failure of a country with superior airpower to meet the threat of a small air force with older, yet very maneuverable aircraft.
"During the Rolling Thunder Campaign, 1965 Campaign, -1968 , the United States Air Force and the United States Navy achieved approximately the same kill ratio over the North Vietnamese
Air Force, about 2.3 to 1." 19 The Air Force's reaction to this was to study the problem in
Vietnam. These teams discovered that aircrews had really been poorly trained for aerial combat.
The results of these briefings in a series of demonstration flights, proved that our combat crews were not totally familiar with air combat tactics and were not proficient in maximum performance maneuvering of their respective weapons systems. Similar deficiencies exist in other areas of combat tactics such as proper capping procedures, escort procedures, and aerial engagement procedures at low altitude. Many of these areas had not been explored and consequently not developed. The entire air combat tactics area was sadly neglected.
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During the war some changes were tried at the training level back in the states, but really very little statistical evidence exists that we improved our air-to-air combat capability significantly. The Navy, on the other hand, got into the realistic combat training business earlier than the Air Force and their kill ratio improved significantly during the Vietnam conflict. The following table illustrates USAF and USN air-to-air kill success: For example, from 1965 to 1968, United States Air Force kill ratio was 2.25 to 1, the US Navy's 2.42 to 1. During the period 1970 to 1973, the Air Force ratio had gotten even worse bottoming out at 1.88 to 1. However, the Navy had improved its kill ratio by about a factor of 6 to 12.5 to 1. In other words, the Navy shot down more than 12 North Vietnamese fighters for every aircraft that they lost. In Peter DeLeon's words, "Improved air combat skills largely honed by the new training emphasis thus seemed to be the only new variable that could have resulted in the Navy's singular success." 21 
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Cunningham, the leading Navy ace in Vietnam, related the reasons for his success when he said:
When I met my first MiG, I had over 150 ACM training flights. During my MIG engagements, I used tactics I had practiced against adversary aircraft. Pappy Boyington once said "The air battle is not necessarily won at the time of the battle, the winner may have been decided by the amount of time, energy, thought, and training, an individual has previously accomplished in an effort to increase his ability as a fighter pilot.
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As a parallel point to Cunningham's quote, the only US Air Force pilot to become an ace during Vietnam was Captain Richard S. Richey. His opinion addressing air superiority training is as follows:
The pilot most likely to succeed is the one most highly trained. Stated another way, a superior pilot in an inferior aircraft will defeat an inferior pilot in a superior aircraft. I feel that our F-4 crews assigned to Southwest Asia were not properly trained to engage MiG's in route package six and combat is certainly not the place to train. We must prepare our aircrews for worldwide air combat before the war begins. From my experience during Linebacker, I am convinced that proper aircrew preparation requires a complete renovation of all our training programs from UPT to continuation training. said of the Army's National Training Center, that it was absolutely key to our development. He is further quoted as saying, "We thought we were pretty good and our battalion commanders were supposed to be so hot, and we tripped over ourselves time and again. I was just appalled at how badly they did, and I was really appalled at myself because it was clear that I had a lot of work to do to. But we buckled down and started to do the work and we learned. Red Flag, the National Training Center, and Top Gun were answers at the national level for the services to create realistic training programs. However, the air commander must focus closely on the in unit training that his aircrews accomplish on a daily basis. 
In Summary-What America Really Needs
In attempting to formulate a personal view of what our changing role must be as Air
Force leaders in the 21st century, I asked my best friend, "What is it that America wants most?" My wife Sherry answered immediately, "That's easy, honey, they want someone they can trust." Someone the American people can trust is what we need to be in the 21st century. In recent years I have read numerous newspaper public opinion polls which place the military at the top of institutions that the American people have faith in. By many measures our Congress, our courts, our clergy, and our schools, to name a few, have failed to inspire trust in the American public they serve. We are blessed to enjoy the confidence of the American people and it is a confidence that we must not betray. As I have outlined in this paper, the best way to fulfill our Constitutional mandate and serve America is to begin with a strong personal and institutional commitment to robust ethical standards. Our challenge is to reinforce our timeless ethical foundation while building tomorrow's defense capabilities from evolving technologies. Our focus must be on managing the explosion of the information age and continuing to refine and build on our strategic vision of providing air and space forces for America's defense. Further, as air 
